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1.  Tntrodiirtlon.  This  Is  a  hlfthly  summarizod  version  of  the  Army 
Club  Mcinagcmcnt  Study  which  was  undertaken  to  Identify  the  most 
viable  management  structure  and  optimum  fundi n)>  method  for  the 
control,  management,  and  operation  of  Army  clubs  worldwide. 

2.  Study  Methodology,  a.  Four  feasible  organizational  structures 
for  management  of  Army  clubs  were  Identified  and  study  assumptions 
were  established. 

b.  Functions,  responsibilities,  manpower  requirements,  advantages, 
disadvantages  and  risks  for  each  alternative  were  identified. 

c.  Analyses  of  costs  for  each  alternative  and  methods  of  financing 
these  costs  were  conducted. 

d.  Finally,  an  overall  analysis  of  the  alternatives  was  conducted 
which,  in  turn,  led  to  the  study  conclusions  and  recommendations. 

3.  Major  Study  Assumptions,  a.  Under  all  alternatives,  staffing  for 
installation  club  activities  will  remain  essentially  the  same. 

b.  To  manage  and  support  Army  club  activities  above  the  installa¬ 
tion  level — 

(1)  No  additional  military  spaces  will  be  authorized. 

(2)  All  civilian  employees  performing  executive  club  management 
functions  above  the  installation  level  must  be  paid  from  nonapprop- 
rlated  funds.  (This  assumption  was  later  confirmed  in  an  interpreta¬ 
tion  of  congressional  guidance  from  The  Judge  Advocate  General.) 

c.  A  loan  program  for  Army  clubs  will  be  necessary  under  any  of 
the  alternative  management  structures. 

d.  An  assessment  program  will  be  required  under  each  alternative 
organization  to  finance  the  loan  program  and  pay  nonapproprlated  fund 
personnel  costs. 

e.  Congress  will  not  permit  an  Increase  in  appropriated  fund 
support  to  Army  clubs. 


4 .  Description  of  alternative  organizations. 

a.  AlLirnatlve  I  -  Army  Club  Command  System.  The  Aniy  club 
system  jls  i  i.ntrallr.ed  and  operated  under  the  command  and  control  of 

an  Army  Cl'  j  Command  (ACC),  under  DA  staff  supervision  of  The  Adjutant 
General .  he  ACC  develops  and  promulgates  club  management  policies 
and  throu^  its  Regional  Headquarters,  operates,  controls,  supervises, 
and  assist.,  clubs.  No  club  functions  or  responsibilities  are  assigned 
to  major  or  installation  commanders.  Administrative  and  logistical 
support  services  are  provided  to  clubs  by  the  installation  through  a 
host-t«nant  agreement. 

b.  Alternative  II  -  Club  Management  Directorate,  TAGCEN  (Modified 
DSACMAn.  The  Club  Management  Directorate  (CMD),  TAGCEN,  exercises 
technic  al  supervision  and  financial  and  executive  management  of  Army 
club  systems  worldwide.  Major  commands  maintain  their  current  monl- 
torshli  of  Army  clubs.  Club  operations  are  controlled  by  installation 
commancers.  The  CMD  operates  with  reduced  resources  and  assessments 
as  a  result  of  consolidation  and  reorganization  of  USACMA  as  follows: 

(1)  Disestablishment  of  Pacific  Region  in  Hawaii. 

(2)  Disestablishment  of  the  Central  Field  Office,  San  Antonio, 
Texas. 

Franc.! ^co)  to  Western  Region,  with  additional  responsibility  for 
Pacifir  homnands  utilizing  a  field  office  in  Korea. 

’.eiocation  of  the  Club  Management  Directorate  from  Fort 
Meade,  '.ryland,  to  the  Forrestal  Building,  Washington,  D.  C. 

c .  Alternative  III  -  Command  Channel  System.  The  Army  Club 
System  is  operated  through  command  channels.  An  element  within 
TAGCEi;  performs  HQDA  staff  functions  of  policy,  coordination,  and 
staff  nanagement  for  Army  clubs.  MACOMs  are  responsible  for  tech¬ 
nical  supe^'vlslon  and  management*,  operations,  training  and  technical 
assist  :ince,  review  and  analysis,  financial  management,  and  policy 
Impleo intatlon.  Installation  commanders  continue  present  control 
funct !  ins  and  responsibilities. 

d.  Alternative  IV  -  Decentralized  System.  The  Army  Club  System 
is  opi  .'.ited  through  command  channels  with  a  small  staff  retained 
wlthlr  TAGCEN  for  minimum  essential  policy  formulation  and  staff 
monitorship  of  club  activities  worldwide.  The  Inspector  General 
and  A.:’ :  .tor  General  function  as  DA  agents  for  surveillance  for  Army 
clubr. .  M.ijoT  coTtmands  assume  coix.:aiid  responsibilities  for  Army  clubs 
with  e  increase  in  staff  authorized  and  use  normal  morale,  welfare, 
and  n  -viatlon  (MViR)  staff  and  the  command  IG  to  monitor  and  provide 

.  ,.f-vr  ■*  *'  --  ^  T;  t.illTt.lon  corrmanders 
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are  totally  responsible  tpr  the  sjoervislon,  management,  and  operation 
of  clubs  using  current  stjaff. 

4.  Functions  and  Responsiblltties.  Shown  in  "igure  1  is  a  graphic 
portrayal  for  major  rvorutive  (ilub  managemertt  functions  that  would 
exist  under  each  alcernaii,ive  organization. 

I-  .  i 

5.  Manpower  Requirenonta .  a.  Wit'a  the  exception  of  jilternative  II, 
workload  datja  were  not  available  for  determining  manpo  wer  require¬ 
ments;  therejfore,  actual  I'SACMA  staffing  for  ceitain  functions  was 
used  for  comparative  purposes.'  For  exampl.e,  USACMA  currently  utilizes 
56  personnel!  for  technical  assistance  to  S15  club  facilities,  and  that 
same  ratio  (^one  space  to  il5  facilities)  was  used  to  staff  the  asslstanv-.e 
mission  in  those  alternatives  Retaining  an  assistance  function. 

b.  In  Alternative  ITT,  th^  major  commands  would  perform  staff  , 
functions  of  financial  management;  review  and  analysis;  procurement 
training;  plans,  policy  f.nd  operations;  and  surveillance.  As  a 
minimum,  one  person  Is  required  to  perform  all  staff  and  assistance 
functions  in  the  smaller  commands,  and  up  to  14  personnel  would  be 
needed  to  perform  staff  functions  at  the  larger • commands .  Thus,  a 
range  of  staffing  was  established  based  on  the  number  of  club  activi¬ 
ties  In  the  command,  the  projected  workload  associated  with  those 
activities,  and  the  difficulty  in  obtaining  nuilti-taleated  individuals 
in  this  highly  specialized  tieid.  Manpower  requirements  to  support 
command  staff  functions  under  Alternative  III  are  as  fallows: 


Minimum  Staffing  Maxlmiim  Staffing 


Staff  Functlcns 

Financial  Management 
Review  and  Analysis 
Procurement 
Training 

Plans,  Policy  and  Operations 
Surveillance 


RANGE  =1  TO  14 

c.  For  all  altcinatives  a  ratio  of  one  administrctive/clerical 
space  to  five  action  officer  spaces  was  used. 

d.  Under  Alternative  III,  38  military  spaces  (officer,  warrant 
officer  and  enlisted)  identified  as  excecs  as  z.resul;  of  reducing 
HQDA  club  management  responsibilities  arc  apportioned  to  MACOKs  for 
staff  and  assistance  functions. 


# 


e.  It’der  Alternative  IV,  It  was  assumed  that  military  spaces 
Identl'jicJ  is  excess  as  a  result  o£  reducing  HQDA  club  management 
respon  lb: litles  would  be  applied  to  the  16  Division  Force  structure 
and  would  lot  be  available  for  club  management,  supervision 
operations  at  any  level. 

f.  A  .summary  of  manpower  requirements  to  support  club  functions 
and  activities  for  each  alternative  organization  above  installation 
level  Is  shown  in  Figure  2. 

g.  Estimated  MACOM  staffing  requirements  for  club  assistance 
and  st|iff  functions  under  Alternative  III  are  shown  in  Figure  3. 

The  prjposed  distribution  of  the  38  military  spaces  (officer,  warrant 
office  :  and  enlisted)  identified  as  excess  to  HQDA  requirements  is 
also  pirt rayed. 

6.  Ad.-nr.tages,  Disadvantages,  and  Risks.  The  major  advantages, 
disadv-ntaees.  and  risks  associated  with  each  alternative  organiza¬ 
tion  are  as  shown  in  Figures  4  through  7.  ~ — 

^  •  Nonappropriated  funds  and  appropriated  funds  (excluding 

Military  Personnel,  Army)  required  for  each  alternative  organization 
are  as  follows: 


COSTS 

Nonapr  re-  ri ated 
Appro;-;  '.ted 

TC  i  AL 

Compar  -rive  Deviation 
frcm  High  Alt 
Comparative  Deviation 
frc  tn  Low  Alt 


ALT  I 


ALT  II 


ALT  Ill 


ALT  IV 


$4,020,316  $2,430,948  $3,932,064  $1,078,400 

231,800  307,450  258,500  95,000 

$4,252,116  $2,738,398  $4,190,564  $1,173,400 

0  -1,513,718  -61,552  -3,078,716 

+3,078,716  +1,564,998  +3,017,164  0 


8*  £iZVdlng  Methods.  An  analysis  of  sixteen  alternative  methods  of 
finanr ing  the  costs  associated  with  executive  management  and  super- 
visir  of  Army  clubs  revealed  that  no  assessment  program  can  be 
desig:  ed  which  will  both  assure  sufficient  revenue  and  meet  the  tests 
of  eq  Itabillty  and  universal  acceptability.  The  analvsis  did  con¬ 
clude  that: 

a.  If  Alternative  I  were  selected,  standard  pricing  and  profit 
policies  should  be  established  to  provide  a  centralized  funding 
syster  wherein  all  club  and  Class  VI  profits  would  be  collected  by 


the  Army  Club  System  (ACC)  and  subsequently  ACC  "net  revenues" 
would  be  redistributed  to  clubs  or,  when  necessary,  to  HACCMs  for 
supplement ing  command  welfare  programs  and  funds. 

i 

b.  If  either  Alternatives  II,  III,  or  IV  were  selected,  the 
assessrier.*^  •  should  be  based  on  the  number  of  bottles  of  alcoholic 
beverages  ?lther  sold  by  package  beverage  stores  or  consumed  in 
clubs.  Ur.Jer  Alternative  II  or  IV  club  systems  would  be  assessed 
directly.  Under  Alternative  HI  major  commands  would  be  assessed. 

The  method  used  In  levying  direct  assessments  on  the  commands'  clubs 
would  ie  determined  by  MACOIfs  under  Alternative  III. 

9.  Aialysis  of  Alternatives.  Ten  key  considerations  were  identified 
as  ess  Imtial  elements  of  analysis  to  determine  recommendations  con¬ 
cerning  a  preferred  alternative  to  manage  Army  clubs.  For  each  con¬ 
sideration,  specific  criteria  were  established  for  Judging  the  effective 
ness  o:  the  alternative  organizations.  The  results  of  this  analysis 
are  shown  in  Figure  8. 

10.  Conclusions,  a.  Following  are  the  general  findings  or  conclusions: 

(1)  Current  assessment  costs  to  support  executive  management  of 
Army  chibs  have  created  adverse  financial  impacts  upon  clubs. 

(2)  Mo  assessment  system  would  be  universally  acceptable. 

("^  Monc  of  the  alternative  organizations  is  without  disadvantages, 
and  r  i 

Decisions  regarding  the  best  organizational  structure  for 
the  yir  ■  :"e.ment  of  Army  clubs  should  include  particular  recognition 
of : 

(e)  The  need  for  a  well  managed  and  supervised  club  system. 

(t )  Risks  and  costs,  as  well  as  advantages,  of  each  alternative 
syster  . 

(* )  Continuity  of  club  management  programs  and  operations. 

(i )  Financial  impacts  on  the  individual  club  systems. 

(( )  Congressional  desires. 

b.  Specific  conclusions  regarding  alternative  organizations  are: 

(; )  Alternative  I  has  the  best  overall  potential  for  effective 
Army  club  management.  It  Is  a  unified  organization;  has  a  single 


mission;  provides  ecunomles  of  centralization,  quality  surveillance, 
a  viable  car^r  program,  ^  excellent  training  and  assistance;  has  a 
maximum  cost  avoidance  potentipl;  has  the  ability  to  adopt  a  centralized 
financial  system  to  support  costs  of  executive  management  of  clubs; 
and  fully  complies  vith  congressional  desires  regarding  club  management. 
However,  this  alternative  Involves  the  greatest  initial  costs,  increased 
assessment  costs  for  the  individual  club  system,  requires  the  nose 
personnel  and  would  create  certain  disruption  in  current  club  programs 
and  operations. 

(2)  Alternative  II  provides  some  benefits  from  consolidation, 
maintains  continuity,  involves  the  least  personnel  turbulence,  main- 
italns  current  military  club  management  career  programs,  provides 
excellent  training  and  technical  assistance  and  quality  surveillance, 

|ls  the  least  costly  system  that  maintains  current  club  management 
standards,  complies  with  congressional  desires  regarding  club  manage- 
bent,  and  offers  reduced  assessment  costs.  However,  to  insure  a 
Viable  Army  club  system,  tnis  alternative  must  be  provided  the 
‘requisite  authority  and  support  to  correct  recurring  deficiencies 

in  Army  clubs. 

(3)  Alternative  III  utilizes  an  established  chain  of  command 
which  combines  mission  authority,  responsibility,  and  resources. 

It  provides  professional  assistance  and  excellent  surveillance  to 
clubs  through  existing  command  channels  and  will  support  a  military 

-..M.  11... _  J  -  t  .  r  .►  1  r#* 

requirements  and  does  not  provide  for  single-mission  emphasis  or 
tconcmios  of  centrnli-.ation:  creates  personnel  turbulence;  breaks 
the  continuity  of  club  operations  and  programs;  and  Increases  club 
assessment  costs.  The  .selection  of  this  alternative  system  would 
require  notification  to  or  approval  by  Congress. 

(A)  Alternative  IV  costs  less  than  other  organizational  alterna¬ 
tives.  Although  it  combines  missicti  authority  and  responsibility, 
it  does  not  include  staff  resources  and  has  the  least  potential  for 
acnievlng  organizational  effectiveness.  Training  and  technical 
assistance  are  forfeited,  along  with  effective  surveillance,  career 
development  programs,  economics  of  centralisation,  and  benefits  of 
standardization.  Personnel  turbulence  yf'uld  be  significant.  This 
system  entails  the  greatest  risks  to  the  Army.  The  selecr'*''n  of  this 
alternative  system  Joes  not  meet  coti^ressional  desires  for  centralized 
direction  and  control  auJ  would  require  notification  to  or  approval 
by  Congress. 

'  (5)  It  is  the  opinion  of  the  study  group  that  Alternative  I, 

the  Army  Club  Command,  offers  an  organizational  structure  that  has 
the  best  potential  for  the  most  effective  management  of  .\rmy  club 
systems  over  the  long  term.  However,  in  view  of  the  costs  associated 


with  the  alternative  organization,  particularly  as  they  affect  the 
clubs,  Ch  need  for  e  -^tinuity  in  existirr;  club  programs  and  operations, 
and  the  .r’iicions  of  installation  authority  and  responsibility,  it 
is  the'  cor  elusion  of  ’-nis  study  that  Alternative  II,  the  Club  Manage¬ 
ment  Eire  corace,  TACCEN  (Modified  USACMA) ,  offers  the  most  realistic, 
accept. I  ,  and  cost  effective  method  for  the  management  of  Army  cluhc 
ia  the  cu.  rent  economic  environment. 

11.  'Reco-mendatlons.  The  study  recommends  that: 

a.  Club  Management  Directorate,  TACCEN,  be  authorized  to 
reorganize  and  consolidate  as  proposed  and  to  continue  its  currently 
approved  technical  supervision,  financial  and  executive  management 
funct  ions  and  responsibilities. 

b.  The  current  method  of  assessing  costs  for  the  executive 
manage ment  of  Army  clubs  be  continued. 

c.  The  Adjutant  General  be  delegated  sufficient  authority  to  direct 
coir.pl ii nee  w.ith  recommendations  concerning  recurring  club  deficiencies. 

d.  A  reassessment  of  the  feasibility  of  a  club  command  system 
be  dir  cr.eci  after  tlie  Club  Management  Directorate,  TAGCEN,  has  been 
able  icm.or.strate  economies  through  centralized  procurement,  con¬ 
tract  J.r;,  etc. 
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ALTERNATIVE  III 
VA.TOR  COMMAND)  FIAFFING 


i 

COMMAND  ' 

C:m 

;VC'  tyc; 

CLUB 

FACILITIES 

1  ESTIMATED  STAFFING 

1  STAFFING  MIM 

ASSISTANCE 

MISSION 

STAFF 

FUNCTIONS 

ADMIN/ 

CLERK 

MIL 

NAF  CIV 

TOT'." 

TJAG 

1 

1 

0 

1* 

0 

0 

1* 

1 

RCPAC 

T 

J. 

1 

0 

1* 

0 

0 

1* 

1 

DMA 

1 

1 

0 

1* 

0 

0 

1* 

1 

A 

SAFEGUARD  "j 

1 

2 

0 

1* 

0 

0 

1* 

1 

TAIWAN 

1 

2 

0 

1* 

0 

0 

1* 

1 

ASA 

2 

5 

1 

1 

0 

1 

1 

2 

MTMC 

2 

5 

1 

1 

n_ 

1 

1 

2 

USMA 

1 

5 

1 

1 

0 

1 

1 

HSC 

3 

6 

1 

2 

1 

1 

3 

f 

t 

U 

1 

2 

1 

i. 

3 

*♦ 

MDW 

7 

8 

1 

2 

1 

1 

3 

L 

I'SACC 

n 

7 

1  . 

2 

1 

1 

3 

- 

USARJ 

2 

12 

1 

2 

1 

1 

3 

THAILAND 

3 

11 

1 

2 

1 

1 

3 

4 

AMC 

29 

74 

5 

6 

2 

3 

10 

TR/iDOC 

20 

109 

8 

(5 

3 

4 

15 

1? 

FORSCOH 

28 

170 

12 

13 

5 

6 

24 

30 

8th  ARMY 

7 

193 

10 

14 

5 

8 

21 

29 

USAREITR 

45 

195 

12 

14 

5 

8 

23 

31 

TOTAL 

^8 _ 

815 

56. 

75 

26 

38 

119 

*Because  o:  the  limited  club  systems/facilltles  within  these  commands,  leas  than 
manyear's  ffort  will  be  required  to  perform  delegated  responsibilities.  For  rh, 

1  'ir,.  •  ’  ,.,.1  vv.,,,  :  •  ;  -ivfs’ i-r ,  this  dnp'.  -  ■* 


Figure  3 


ALTERNATIVE  I  -  AI!>!T  CLCB  CO’KASU  SYS' EM 


MAJOR  U'  . AN  FACES 


T  'tally  unifies  club  ctlaslon,  authority,  rcsponalbllltv, 

-  .*eGoarc“s. 

V  ixlcuir.  flexibility  to  deploy  asaeta  conalatent  with 
oi'eratlonal  requirements. 

Assures  quality  surveillance. 

Single  manager  control  of  career  programs. 

Attracts  skilled  club  technicians. 

Maximum  economies  through  centralization. 

Complies  with  congressional  guidance. 

Most  cost  avoidance  potential. 

Assures  professional  assistance  to  clubs. 

i!axlnizes  system  orientation. 


MAJOR  _DIS ADVACTA  CES 


>Frealest  initial  turbulerce  and  cost. 

i  uocs  not  conform  to  tr.iditional  sssipnt.ionts  of  authority/ 
rcspunsibll Ity  for  installation  activities. 

Highest  initial  asseosaent  cost  to  cluhs. 


MAJOR  RISKS 


I  Comniande<-<i  may  diminish  installation  administrative  and 
logistical  support  uC  club  operations. 

*  The  business  cpprnach  accompanying  a  vertical  system  bmv 
cveremphaslze  profit  at  the  expense  of  members'  welfare. 


Figure  4 


ALTERNATIVE  II  -  CLUB  MANAGEMENT  DIRECTORATE,  TACCEN 

(MODIFIED  USACKA) 

MAJOR  ADVANTAGES 

'nLflea  ralsulcr..  responsibility  and  resources  for  technical 
iipervislon. 

'.'isures  quality  surveillance. 

1 rovldes  viable  career  programs. 

Assures  professional  assistance  to  clubs. 

Attracts  skilled  club  technicians. 

Permits  economies  through  centralization. 

Assures  least  personnel  turbulence. 

Lowest  cost  while  maintaining  present  standards. 

Provides  standardization. 

Complies  with  congressional  guidance. 

Provides  continuity  of  operations  and  management. 

Eccilltates  transition  to  Club  Command,  If  desired. 

..:.L  _ _ 

System  oriented. 

MAJOR  DISADVAN'rA'-ES 

Fragments  mission,  authority,  responsibility  and  resources  for 
club  operations. 

Fragments  follow-up  and  rompllnnce  responsibilities, 

MAJOR  RISK 

Unless  the  Club  Management  Directorate,  TAGCEN,  has  f"ll  support 
to  exercise  Its  technical  supervision  and  executive  management 
authority,  to  Include  closing  of  clubs  when  appropriate  acf'nn 
Is  not  taken  to  correct  rccurrlnr  deficiencies,  the  viability  and/ 
or  solvency  of  Army  clubs  is  likely  to  deteriorate. 


rip.  r,-  ^ 


ALTERNATIVK  III  -  COMMAND  CHANNEL  SYSTEM 


^  MAJOR  ADVA.NTACES 

Combines  mission,  buthority,  responsibility  and  resources  for 
club  operations  within  Tafoc  commands. 

Assures  quality  surveillance. 

i'roi'ersiouul  ii:;istame  available  to  clubs. 

Utllijes  existing  coirr.ani  channels; 

Maintains  current  club  management  standards. 

Assures  viable  milita'-v  .;areer  program. 

Major  command  participation  assured. 

Conforms  to  traditional  assignment  of  authority  and  responsibility 
at  installation  level. 

MAJOR  DISADVANTAGES 


Provides  no  single  mission  emphasis. 

Duplicates  functions  and  staff. 

Does  not  permit  economics  of  centralization. 
Minimizes  centralized  control. 

Creates  porscnne!  turbulence. 

Increases  club  >nt:> . 

Reduces  flexibility  for  an.-.lstance. 

Limited  system  orientation. 

Requires  congressional  notification  or  approval. 


MAJOR  RISKS 


The  number  at...  quality  of  sV.lllcd  technicians  required  Lu  staff 
this  alternative  at  nultl-locctlcns  may  not  be  available  In  the 
Currant  labor  mari-ot. 

There  Is  a  possibility  that  rolllLary  manpower  spaces  associated 
with  this  alternative  could  be  diverted  to  higher  priority  missions 
thereby  diluting  existing  club  management  and  supervision  standards 

Decentralization  of  the  club  functions  returns  the  Army  to  a  posi¬ 
tion  wherein  the  potential  for  a  repeat  of  the  club  scandals  Js 
more  likely. 


Lmbarr.; ind/or  rens  ire  r  icht  result  If  the  Army  were  to  tuple 


Figure  6 


ALTERJIATIVE  IV  -  D^CENTHALIZED  SYSTEM 


.  MAJOR  MJVANTAGES 

I  - 1 - 

I 

t  Least  cost  to  Army  and  clubs. 

•  .Conforms  to  traditional  assignment  of  authority  and 
resporislblllty  ot  Liiotallatlon  level. 


MAJOR  DISADVANTAGES 

Lack  of  centralized  direction  and  control. 

MACOMs  receive  responsibility  without  resources. 
No  assistance  effort. 

No  economies  of  c'‘~crallzaClon. 

Turbulence  of  personnel. 

Leads  to  collapse  of  military  career  program. 
Entails  greatest  risks  to  Army. 

Minimum  surveillance  and  control. 

Least  amount  of  standardization. 

Negates  system  orientation. 

Unlikely  to  receive  congressional  acceptance. 


MAJOR  RISKS 


9  Major  commands  assume  considerable  respcnslbllltles  without 
additional  staffing  with  the  inherent  danger  of  not  being 
able  to  properly  execute  those  responsibilities. 

9  The  granting  of  autonomy  to  Installation  club  managers  without 
properly  staffed  supervisory  echelcv.a  may  encourage  fraud, 
mismanagement  and  malfeasance  In  club  operations. 

9  Embarrassment  sod/or  censure  might  result  if  the  Army  were  to 
Implement  thle  alternative  without  prior  consultation  with 
the  Congress. 


Figure  7 
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